This article presents the main findings of a survey conducted with the aim of describing the interplay of the variables organizational structure, organizational culture and human resource management -considering the assumptions of the business process orientation (BPO) approach -and of identifying the relationship between these constructs and organizational performance, based on the four critical dimensions of the balanced scorecard technique: financial, customer/market, processes/capabilities and learning/growth. We used data from a sample of 368 medium and large Brazilian companies. By means of structural equations modeling we analyzed the associations between the constructs of the proposed nomothetic model. The results point to the existence of positive and statistically significant associations between the constructs investigated, except for the relationship between organizational structure and organizational performance. The results, including with respect to the relatively weak association between elements of organizational structure and performance, suggest that BPO initiatives can have a strong effect on organizational performance, adding to discussions of the theme.
INTRODUCTION
lobal competition and the increased expectations of customers require companies to attain superior levels of efficiency and quality, as well as flexibility, to keep abreast of the changes that are occurring in the business world. This requires simplification of operations and integration of business practices (SIDOROVA; ISIK, 2010; WILLAERT et al., 2007; BITITCI et al., 1999; LOVE et al., 1998) .
As a consequence, business process management (BPM) has been developed as an attractive solution developed for various organization questions, supported by the concept of business process orientation (BPO). BPM can be defined as a disciplined approach to identify, design, execute, document, measure, monitor and control processes, automated or not, to attain targeted results consistently, in line with the organization's strategic objectives (ABPMP, 2009) . In turn, BPO is defined as "an organization that, in all its thinking, emphasizes process as opposed to hierarchies with special emphasis on outcomes and customer satisfaction" (MCCORMACK et al., 2003, p. 21 ).
Projects for processes should cover social and technical aspects, so as to consider interdependent elements of the organization that support their implementation, namely: organizational activities, structure, people (culture/behavior) and technology (LOVE et al., 1998) . Congruence of these dimensions is an important condition for the effectiveness of business processes. Among many studies of the theme, Davenport (1993) and Hammer (1996) stress this perspective by identifying that a substantial portion of innovations in processes come from a combination between information technology and changes in organizational and human resources -specifically the structure and policies on human resources.
Corroborating these ideas, Willaert et al. (2007) pointed out the need for a holistic vision about process orientation, covering guidance provided to customers, vision of the process, organizational structure, performance of the process, culture, values and beliefs, human resource management, information technology and the perspective of suppliers. It can thus be seen that this field encompasses knowledge and competencies from several domains, making it comprehensive and holistic in character (WILLAERT et al., 2007; CAKAR et al., 2003; HAMMER, 2001; SKRINJAR; TRKMAN, 2013) .
There are relatively few works that have investigated business processes through truly interdisciplinary approaches (LOVE et al., 1998; COOPER et al., 1997; DAVENPORT, 1993; ZUCCHI; EDWARDS, 1999) , and more specifically, articles aimed at systematically G investigating the effects of the interplay of (i) organizational structure, (ii) organizational culture, beliefs and values and (iii) human resource management on organizational performance.
Our aim here is precisely this, to investigate the association between the dimensions in question (organizational structure, organizational culture and human resource management), from the perspective of BPO, and organizational performance, based on the four critical areas of BSC: financial, customer/market, processes/capabilities and learning/growth. The central question that guided our research was to understand to what extent a greater orientation toward business processes can produce positive effects on organizational performance, and to quantify this effect by means of structural equations modeling.
We therefore sought to investigate the relevance of different human and structural attributes when searching for greater process orientation. Empirical evidence that the constructs of the research model are interrelated would help managers reach decisions regarding structuring organizational change processes focused on BPO. We intend to indicate the dimensions human resource management, organizational culture and organizational structure, not in detriment to technical aspects, but rather to complement them. All these concepts addressed here are presented from the standpoint of management by processes, without any intention of delving more deeply into the respective areas.
This paper is organized into five sections, including this introduction. The second section sets out the theoretical framework, where we summarize the main concepts used. The third covers the methodology applied to reach the proposed objectives, while the fourth presents the analysis of the data and results obtained. The fifth section presents our conclusions and some suggestions for future research.
THEORETICAL FRAMEWORK

BUSINESS PROCESSES
Business processes determine how companies perform their work of delivering value to their customers. Hence, a business process can be defined as a task leading from one point to another that delivers value to customers (ABPMP, 2009) . In other words, it is the way an organization performs its work, represented by a set of structures and interconnected activities, which are carried out from inputs to attain a specific objective related to the market or a specific client (outputs), whether internal or external (DAVENPORT, 2005; OLIVEIRA, 2008; HAMMER, 2001; ARMISTEAD; MACHIN, 1997; ZAIRI, 1997; JOHNSON, 2001 
Business Process Management and Business Process Orientation
As stated in the introduction, the definitions of BPM and BPO are interconnected, since the former can be considered a condition of the latter. From this perspective, BPM is defined as an approach that includes various aspects and that depends on different strategic and operational elements and the use of modern tools and techniques, with the involvement of people, to meet the needs of clients satisfactorily in the best way possible (ZAIRI, 1997) .
Corroborating that perspective, Hammer (1996) , through the "business diamond", described an organization in terms of four main elements: business processes; organizational activities and structure; management and measurement systems; and values and beliefs of employees. According to him, the management model adopted and measurement systems reflect, model and perpetuate the values and beliefs of employees, which in turn support the company's business processes and influence how jobs are carried out. These elements are interdependent and influence each other.
According to Skrinjar & Trkman (2013) , BPM includes many practices from different fields of study, and can be identified as a set of practices, methods, technologies and tools organized in structured, analytic and inter-functional form, with the aim of assuring ongoing improvements of processes. Hence, the use of practices based on BPM enhances BPO, which in turn leads to better organizational performance. An increase in the level of process orientation in the organization affects the organizational structures, human resource management policies and the organizational culture, in support of a broad vision of business processes.
In this context, different authors have stated that neglecting the human aspects of change is one of the causes of failure in the implementation of BPM initiatives (VIAENE et al., 2010; DAVENPORT, 1993) . Zucchi & Edwards (1999) stressed that one of the main difficulties that must be overcome for successful implementation of BPM is the apparent gap related to the human aspects, found both in the current literature and in the efforts of firms that are trying to implement BPM. Albuquerque (2002) observed the importance of undertaking an internal analysis focused on human dimensions, namely culture and the interaction of people with the organizational structure, as well as the human resource management strategy, all of which will interact and contribute to achievement of the firm's strategic objectives. shown that aspects related to human resource management -"training and learning by doing"
and "management of resistance to change" -are key factors for successful implementation of BPO (BALZAROVA et al., 2004) . This is a collaborative approach, in which work must be carried out by teams, with focus on the customers, encompassing all activities, point by point (HAMMER, 2001 ).
Since BPO is considered an approach that integrates the entire organization, it must be understood by all employees (LEE; DALE, 1998). A way to institutionalize process orientation is to create measurement systems based on processes that are connected to employee compensation policies (HAMMER, 2001) , as observed by Byrne (1992) and Willaert et al. (2007) . Compensation can be tied to the employees' performance of the processes in which they take part, stimulating them to achieve the best possible results. For this it is essential for people to be trained and informed about how to improve processes and to think in terms of processes (WILLAERT et al., 2007) .
Periodic courses and training programs aimed at management by processes should be offered, to enable continuous improvement and adaptation regarding the need to adopt changes in processes or implement new ones (SKRINJAR; TRKMAN, 2013) .
Faced with changes, companies have created a new job function: process owner. This new position is considered a key element in any process improvement project based on BPO, with this person being responsible for all the results of the process for which he or she was designated (KOHLBACHER, 2010; SKRINJAR; TRKMAN, 2013) .
Previously, Huselid (1995) had stated that human resource management policies can influence firms' performance by providing organizational structures that encourage participation among employees and that allow them to improve the way they work. Crossfunctional teams, job rotation, and quality circles are examples of these structures. In this sense, the relevant principle here is that human resource management practices and policies can affect the individual performance of workers by the influence exerted on their skills and motivation. An equally relevant influence can be identified in the dimension of organizational structures, since certain characteristics of these structures can favor the improvement of the way jobs are done (HUSELID, 1995) .
ORGANIZATIONAL CULTURE
Culture refers to the "pattern of development reflected in a society's system of knowledge, ideology, values, laws and day-to-day rituals" (MORGAN, 2002, p. 115) . In discussing the overview of culture in the ambit of organizations, Martin (1992) Culture is not something imposed on a social situation; it develops during the course of social integration (MORGAN, 2002) . Therefore, an important aspect of process orientation with cultural implications is the presence of inspiring leaders and executive support. Senior managers are responsible for directing the organization around the idea of process orientation (TENNER; DETORO, 2000) .
In this respect, it is necessary for managers to discuss themes related to business processes in their meetings and to disseminate among employees a vision of the company as a set of interconnected processes that must work in harmony with the strategic goals. In other words, the departmental objectives should be in line with those of the organization as a whole (SKRINJAR; TRKMAN, 2013) . To reinforce these ideas, it is important for managers to hold periodic meetings to foster the integration of these processes through absorption of the principles of process orientation. 
ORGANIZATIONAL STRUCTURE
Organizational structure can be defined as the design by means of which the company is administered (CHANDLER, 1962) . It has three basic functions: to produce products and achieve goals; to minimize or regulate the influence of individuals' variations in the organization; and to represent the context in which power is exercised, decisions are made and activities are carried out (HALL, 1984) . According to Mintzberg (2008, p. 12) , organizational structure can be defined as the way that "labor is divided into distinct tasks and then its coordination achieved among those tasks."
In this context, BPO is a management approach that depends on a restructuring that shapes the organization around its processes, teams and results, relying on coordinated management of the firm's activities -especially those carried out by different departments.
For this purpose, teams are created with people formally designated in the organizational chart, with responsibility for managing the interdepartmental processes and projects, as well as for proposing improvements.
From this perspective, the organization is viewed as a series of interconnected functional processes in which the policies and guidelines are defined by upper management, although the authority to examine, challenge and change working methods is delegated to cross-functional working teams. The concern for organizational structure is to facilitate the flows of activities between the different areas, something that demands the implementation of changes in human resource policies, so that employees have a greater participation in the final result (DETORO; MCCABE, 1997; GONÇALVES, 2000b) .
SYSTEMS TO MEASURE ORGANIZATIONAL PERFORMANCE
In the traditional view, performance measures are an integral element of planning and cycle control, because they are a way to capture data on performance that can be used to support decisions (NEELY et al., 1997) . Brewer & Speh (2000) and Chen, Mattioda & Daugherty (2007) argue that supply chain performance measures can provide a perspective of processes, which requires a more holistic vision than the traditional emphasis on individual functions. In structuring performance measures, firms should avoid taking a narrow and onedimensional focus, because this weakens the measurement system (Neely et al., 2000) , and need to use robust measures.
In this context, the balanced scorecard (BSC) technique is a tool to complement measurement of past financial performance with metrics that look to future performance (KAPLAN; NORTON, 1996) . It is widely used by companies as a tool to assess and manage Each construct has an associated abbreviation in parentheses.
Constructs Variables Description
Organizational Structure (OS)
OS1
The firm's organizational structure facilitates integration of the flow of activities between areas/departments.
OS2
The firm's organizational structure contains teams responsible for coordinating inter-departmental projects or processes.
OS3
The firm has people responsible for managing processes who are formally represented in the organizational chart.
OS4
The firm's organizational structure has an area or department responsible for proposing improvements in business processes.
Human resource managements (HRM)
HRM1
Employees participate in periodic courses and training programs to enhance their knowledge of managing processes.
HRM2
When there is a change in a process or implementation of a new process, the employees are sufficiently trained before they start performing their activities in this process.
HRM3
Part of the employees' compensation is tied in some way to the performance of the processes in which they are active.
HRM4
For the most part, tasks are executed valorizing independence of employees, allowing them to make certain types of decisions in carrying out their daily tasks.
Organizational
Culture (OC)
OC1
Concepts such as process orientation and excellence in performing processes are discussed by management at periodic meetings.
OC2
In general, the employees understand the nature of the business as a series of interconnected processes.
OC3
The company is able to suitably manage conflicts between functions (or departments) and minimize resistance to changes in processes, when necessary.
OC4
Alignment exists in the company between the strategic objectives of its functional areas (marketing, sales, production and finance, among others).
OC5
Managers hold meetings with the aim of improving the integration of the flows of activities associated with the various functional areas of the business (marketing, sales, production, finance, others).
Financial
Performance (FP)
FP1
From the standpoint of profitability and revenue growth, the financial results for the past two years are satisfactory and meet the targets of the firm's strategic planning.
FP2
From the standpoint of efficiency in reducing costs, the financial results for the past two years are satisfactory and meet the targets of the firm's strategic planning. 
CMP2
The company manages to attract new customers.
CMP3
The company is competitive in terms of sales and market share in its segments.
CMP4
The company manages to maintain the satisfaction level of its customers in the various markets where it acts.
Processes and Capabilities Performance (PCP)
PCP1
The company is consistent in filling the orders of its customers, i.e., it manages to deliver what was promised within the agreed time limits.
PCP2
The company has managed to reduce the time it takes to fill orders.
PCP3
The company has managed to reduce the time it takes to develop new products.
PCP4
The company has managed to develop and manage its external processes with suppliers adequately.
PCP5
The company has managed to develop and manage its external processes with customers adequately.
PCP6
The company's human capabilities are adequate in relation to the strategic guidelines for planning the business.
PCP7
The company's technological capabilities are adequate in relation to the strategic guidelines for planning the business.
LGP1
The company has employees who have high capability or potential for professional growth in their respective areas of competence.
Learning and Growth Performance (LGP)
LGP2 Most of the employees are highly committed to the company's performance targets.
LGP3 The company continuously tries to manage knowledge from execution of its processes.
LGP4
The employees' skills and competencies are adequate to meet its strategic targets. Table 1 To guide the conception of a methodological structure to investigate the research questions, we formulated the following hypotheses:
Hypothesis Description
H1
There are relations between the constructs organizational structure and organizational culture.
H2
There are relations between the constructs organizational culture and human resource management.
H3
There are relations between the constructs organizational structure and human resource management.
H4
The constructs organizational structure, organizational culture and human resource management influence the performance of the companies in the sample. To test the fit of the proposed hypothetical-relational model proposed to the data, we used the multivariate statistical technique called structural equations modeling (SEM). For this purpose it was necessary to classify the measurement models between reflexive and formative, based on the theory exposed. Therefore, to assess the measurement models that define the relation between the constructs and the manifest variables, we defined the constructs OS, HRM and OC as reflexive, while we considered the other constructs, related to organizational performance -FP, CMP, PCP and LGP -to be formative.
METHODOLOGY
The data used in this work were gathered through an electronic survey carried out between October and December 2010. We prepared a questionnaire with 89 variables, including information on the characteristics of each firm (e.g., size, sector, annual sales volume). We used a Likert scale of five points, varying from "Totally disagree" (1) to "Totally agree" (5). We sent the questionnaires by e-mail to 2,000 companies in the database of contacts of a large executive education and training organization that is active in Brazil and other South American countries. 
PRESENTATION AND ANALYSIS OF THE RESULTS
EXPLORATORY ANALYSIS OF THE DATA
From the full database we formulated the descriptive statistics for the purpose of better knowledge of the profile of the data in the sample. After concluding the missing data analysis and verifying there were no problems in this respect, we searched for outliers. By means of The Shapiro-Wilks and Kolmogorov-Smirnov tests indicated the data were not normally distributed. The adoption of a Likert scale makes it hard to obtain normally distributed data.
To test linearity, we calculated Spearman's correlation coefficient between the indicators of the same construct, and all of them were significant at the 5% level (two-tailed). Given the absence of normality, a condition for use of algorithms base on maximum likelihood, we applied partial least squares (PLS) for the SEM. We used EFA for each reflexive construct separately, since our objective was to verify the pertinence of each variable to a specific factor. EFA is valid only for reflexive measurement models, while formative measurement models should be evaluated by SEM. Tabbachnick & Fidell (2007) We began the interpretation of the results of the EFA with the OS construct. All the correlations were higher than 0.3, the resulting KMO was 0.733 and the significance was less than 0.05 for the BTS. The analysis of the commonalities revealed that the variable OS1 had a value below 0.5, but its correlation values were higher than 0.3 and its factor loading was greater than 0.6. We therefore opted to maintain this variable in the subsequent analyses. This construct explained 61.57% of the variance of its indicators. 
EVALUATION OF THE MODEL'S CONSTRUCTS
STRUCTURAL EQUATIONS MODELING
We operationalized this step using the partial least squares (PLS) algorithm, with the SmartPLS® software (RINGLE; WENDE; . PLS as a method to estimate the parameters of an equation has some advantages that make is suitable for various studies in the area of the social sciences: it does not require the data to be normally distributed; it allows the use of metric or ordinal scales; it favors analysis of formative measurement models; and it has Wold (1982) .
A systematic assessment of the PLS estimates reveals the reliability and validity according to criteria associated with formative or reflexive models. It only makes sense to assess the estimates of the inner path model when the scores calculated for the latent variable show evidence of sufficient reliability and validity (HENSELER; RINGLE; SINKOVICS, 2009). In this context, below we present the criteria that should guide the first step of the analysis, with focus on the reflexive measurement models (Table 4) .
Evaluation of reflexive measurement models Criterion Description Composite reliability (pc)
The composite validity is a measure of internal consistency and must not be lower than 0.6.
Indicator reliability
Absolute standardized outer loadings should be greater than 0.7.
Average Variance Extracted (AVE)
The AVE should be higher than 0.5.
Fornell-Larcker criterion (1981)
Discriminant validity: the AVE of each latent variable should be higher than the squared correlations with all other latent variables.
Cross-loadings
Discriminant validity: if an indicator has a higher correlation with another latent variable than with its respective latent variable, the appropriateness of the model should be reconsidered. (2011) Initially we observed the general quality of the reflexive measurement models. The indicators used obtained adequate levels of reliability and quality of measurement. In relation to the AVE, all the constructs presented values above the suggested level, 0.50, indicating adequacy of the measurement instrument. Regarding the composite reliability, the values of all the constructs were greater than 0.6. Therefore, we believe the values are adequate for the proposed analysis. After this step, it was necessary to assess the validity of the constructs according to the degree of congruence between the attribute measured and the attributes intended for measurement (NETEMEYER; BEARDEN; SHARMA, 2003) . From the standardized values found for the reliability of the indicators, we concluded that all the variables were within the levels stipulated by these authors. To assure the discriminant validity, we used the crossloadings criterion and the test of Fornell & Larcker (1981) . Both tests confirmed the pertinence of the indicators to the proposed constructs.
After evaluating the reflexive measurement models, we analyzed the formative models, according to the criteria shown in table 5.
Evaluation of formative measurement models
Criterion Description
Nomological validity
The relationships between the formative index and other constructs in the path model, which are sufficiently well known from previous research, should be strong and significant.
Significance of weights
The estimated weights of formative measurement models should be significant.
Multicollinearity
Any variance inflation factor (VIF) substantially greater than 1 indicates multicollinearity. It is best to have values < 5. It can also be evaluated by means of the tolerance, which should be r > 0.20. By means of analyzing the theoretical framework, which corroborated the statistical relationships tested, it was possible to establish the nomological validity of the formative measurement models. Table 6 reports the weights of the variables in forming the constructs. The multicollinearity was calculated from the VIF and the tolerance, as suggested by the sources consulted. According to the results, the multicollinearity present was not harmful 
Estimates of the path coefficients
The estimated values should be evaluated in terms of the sign, magnitude and significance (the last by bootstrapping). The last step of the structural equations modeling was to calculate the coefficients of the structural model. When evaluating the relationships between the constructs human resource management, organizational culture and organizational structure on the one hand and organizational performance on the other, we observed the following regression equation:
Together the three constructs explained 53.6% of the variance of the performance of the firms in the sample, although we already found that the OS construct did not have a statistically significant relationship with performance. 
DISCUSSION OF THE RESULTS
The results of the SEM referring to the models to measure human resource management, organizational culture and organizational structure indicate that the three constructs and interrelated. In other words, the three spheres are correlated, evidencing the need to observe them concomitantly at the moment of implementing management by processes in organizations. This can be observed in Table 9 , which shows the pairwise correlations between the constructs investigated. In this respect, H1, H2 and H3 are accepted.
This result corroborates the theoretical framework, by which close relationships are mentioned of these three areas. The constructs organizational culture and human resource management are significantly related to organizational performance. This confirms the initial perspective traced out that both constructs have a positive effect on the performance of the companies studied. That result indicates the need for organizations to concentrate efforts on those aspects of BPO together.
We did not find a statistically significant relationship between organizational structure and organizational performance, thus not corroborating the fourth hypothesis. This finding of non-significance of the relationship between organizational structure and organizational performance, at first glance counterintuitive, warrants further research. In this respect, future studies could investigate whether or not there is sufficient empirical evidence to affirm that organizational structure is really an independent variable or is directly associated with organizational performance, as suggested by our findings. Another aspect deserving study is to what point organizational structure (reflecting the orientation of an organization's culture and human resource management) could or should be taken as a moderator construct, necessary to achieve better performance in the context of process oriented management, associated with the organization's overall performance. 
FINAL CONSIDERATIONS
Based on the results found here, we believe it is very important to disseminate a culture focused on inter-functional and inter-organizational processes, presenting concepts regarding process oriented management and excellence of processes, with the overall aim of satisfying customers. Employees should be aware that the company is a set of interconnected processes and that their work is part of this set, important to attain the desired quality levels.
This awareness is particularly necessary for the managers involved, because they will guide the actions of their subordinates to develop specific competencies that favor process oriented management. Intra-organizational integration is very important, with focus on the flows of activities related to the different functional areas of the business. One way to promote that integration is detailed mapping of the processes and micro-processes and their documentation, so that the employees from the different departments can understand the whole and explicitly perceive where their contributions are inserted. This permits visualization of the interfaces between departments, facilitating communication, attribution of responsibilities and discovery of flaws and bottlenecks.
Preparation of training programs is also important to satisfy the principles of BPO, by improving the knowledge and skills in the theoretical and practical fields. The employees should not only be trained, but also made aware of the peculiarities of this form of management, by demonstrating to them that their knowledge is valued by the organization.
Therefore, we suggest that firms prepare programs on management of competencies for processes.
The non-significance of the direct relationship between organizational structure and organizational performance suggests thinking about structure as a moderator in the formation of culture and policies on human resource management, with focus on process orientation, instead of a direct relationship with organizational performance. As seen in the theoretical framework and statistical analysis, the three constructs are closely related, which can justify this hypothesis.
As subjects for future research we can suggest: (a) formulating new variables that can measure organizational structure, to ascertain whether that variable continues to have a significant impact on organizational performance, using the four critical areas of the BSC method; (b) investigating difficulties related to human resource management inherent management by processes and the ways to overcome them; (c) treating organizational structure as a moderating construct; (d) investigating the relation between BPO and the and (e) performing in-depth qualitative studies, with case study and action research methods, to establish the relationships of the constructs studied here.
The main limitation of this study is the impossibility of generalizing the results.
Although the sample size was substantial, it was too small to permit definitive and general conclusions. It is necessary to conduct similar surveys with a greater number of firms, which could corroborate or refute the results found here. Another limitation was the small amount of material found in the literature on the themes covered here, with focus on BPO/BPM. Since this is still a relatively underexplored theme, despite an extensive search in various databases,
we did not find a large number of books and articles in the national and international literature.
To summarize, the results of this investigation provide evidence of relevant associations between the constructs studied, as well as relationships with low significance. We believe this paper contributes in the sense of identifying paths to enhance organizational performance in the perspective of the critical dimensions of the BSC and BPO approaches.
